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Aspects of this talk

● Social process (decision making and driving in large 
community)

● Migration process from previous tools
● Functionality of tool itself (Phabricator)



Wikimedia

● Project and community behind Wikipedia etc.
● Volunteers
● WM Foundation staff
● Dev/Eng teams: Different needs, workflows, tools
● Dev/Eng projects: MediaWiki core, extensions, 

analytics, network infrastructure, hardware, ...
● Diversity
● FOSS and free knowledge as core values



Tools (one year ago)







● (Screenshot of the Mingle software)



● (Screenshot of the Trello software)





Between those tools

● its-bugzilla (hook for Gerrit comments in Bugzilla)

● Bingle and Bugello (custom code)



Problems

● Collaboration between staff and volunteers; teams
● Openness, Transparency, Accountability: Decisions 

and their communication
● Overlay, Duplication; divide between folks
● Maintenance of tools; programming languages
● Onboarding new contributors (BZ/Gerrit vs Github)
● Bugzilla falls short for project management
● Slow down



The idea

● Find better combination or tools to improve 
situation

● Developers = main audience of tool



But:
● http://imgs.xkcd.com/comics/standards.png  (CC BY-NC)



Invite teams / devs to describe needs

24 replies; https://www.mediawiki.org/wiki/ 
Talk:Project_management_tools/Review



Consolidate feedback

● Must vs. would like to
● several categories (e.g.Workflow, Queries, API)
● Make people propose tools that could be options



Discuss, decrease, decide

● Several tool options at beginning; investigate and 
encourage discussing functionality of tools

● Decrease items in list of tools to consider
● Encourage people to set up test instances
● Feedback quickly turned into one question to ask the 

community: Move to Phabricator? 
● Gather broader community opinion / support via 

three week „Request for comments“ (RfC)



Phabricator!

● RfC result: General support for moving from our 
infrastructure tools to Phabricator.

● „a suite of web-based software development 
collaboration tools [...]. Currently maintained by 
Phacility, it was originally developed as an internal 
tool at Facebook. It is available as free software 
under the Apache License, version 2.“               
Source: https://en.wikipedia.org/w/index.php?
title=Phabricator&oldid=641098220



It's a Phabricator!



Set up team with expertise areas

● Phabricator code customizations (PHP)
● Operations (server; network setup)
● Migration script writing
● Communication (community, upstream, ...)
● Bug management
● Other small bits that might fall through the cracks?



Involve stakeholders and further devs

● Product management
● Release management
● Relationship with upstream: Understand their model 

and attitude, express interest, discuss what's feasible



Basic steps

● Phabricator production instance
● Phab test instance with Bugzilla data migrated
● Actual migration of Bugzilla data
● Migration of RT data

● Identify the tasks for each of these steps
● After #1, use Phab itself for planning (dogfooding)
● Communicate! Ask users to pre-register in Phab.



Test instance of migrated BZ content



Migrate from BZ to Phab



Migrate from BZ to Phab

● Switch Bugzilla to read-only for good
● Pull phabricator.wikimedia.org and disable its mail
● Switch off random other bots / scripts
● Work around known bugs (Bugzilla XML RPC API)
● Fetch tickets, attachments into DB (74k tickets, ~5h)
● Create tasks, comments, attachments in Phab (~25h)
● Change Bugzilla URL (bz.wm.o -> old-bz.wm.o)
● Set up redirects for Bugzilla IDs to new Phab IDs
● Claim accounts (most active BZ user: ~15 min)



Migrate from BZ: Account claiming



Migrate from BZ to Phab

● Test a lot of stuff (access restrictions etc)
● Update environment (on-wiki templates, docs)
● Run into problems and bugs you never expected 

(certificates; private comments; search indexer 
performance; race condition for assignee user 
claiming; forgot BZ aliases; ...)

● Details: https://blogs.gnome.org/aklapper/2014/12/ 
17/welcome-phabricator/



Gains



Unified login



Frontpage: Bugzilla



Frontpage: Phabricator



Frontpage: Phabricator: Maniphest



Source: https://www.mediawiki.org/wiki/File:Bug_Life_Cycle_Diagram 
.png (by Unicodesnowman, Valerie Juarez, Andre Klapper, CC BY-SA)

Ticket status workflow

BZ

Phab



Workboards



Workboards per project



Burndown charts for sprint projects



Flat namespace;  0-∞ projects per task



What's next?

● Increase acceptance across teams
● Ensure effective and consistent workflows 

(teampractices mailing list)
● Maintenance (selective local patches)
● Continue migration from Mingle / Trello
● Migrate Code repository browsing
● ...



Migrate code review and CI





So is Phabricator something for you?

● Upstream's project management / understanding
● Unstable API for 2-3 years (customization = costs)
● CLA - https://secure.phabricator.com/book/phabcontrib/article/contrib_intro/

● Know the needs of your projects and developers
● Involve community and stakeholders in discussions: 

Communicate early, often, wide and transparent.



Documentation; Questions

https://www.mediawiki.org/ 
wiki/Phabricator

(/Code; /Project_management; etc)

<aklapper@wikimedia.org>
<qgil@wikimedia.org>


